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ABSTRACT 
 The U.S. Air Force is suffering the worst pilot shortage in its history and is 
struggling to retain fighter pilots. Air Force leadership has implemented multiple changes 
to improve retention, but none have had the desired effect. Squadron commanders are in 
the best position to influence a pilot’s decision on whether to leave by adapting concepts 
from the talent management theory of job embeddedness. Job embeddedness focuses on 
the three areas that target retention: employee fit within an organization, links an 
employee has to the organization, and the sacrifice an employee makes if leaving the 
organization. Corporate examples show how businesses use these job embeddedness 
aspects to increase retention. Implications and recommendations for Air Force squadron 
commanders are given to show how job embeddedness principles can positively 
influence pilot retention. 
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A. BACKGROUND TO THE PROBLEM 
The U.S. Air Force is experiencing the worst pilot shortage in its history, with a 
deficit of 1,947 pilots of which over 1,000 are fighter pilots.1 This is the fifth such pilot 
decline since the Vietnam War in the early 1970s.2 Air Force pilot manning since that time 
has followed a cyclical sine wave of ups and downs, and the incentives centered on 
monetary bonuses offered by Air Force leadership to retain pilots have followed a similar 
path. These efforts have typically lagged behind the fall in pilot numbers and have had 
varied levels of success in curbing the downward trend.3 To add to the problem, as of 2019, 
the demand from civilian airline hiring shows no signs of slowing. In 2007, the Federal 
Aviation Administration (FAA) mandated that airline pilots retire upon reaching the age of 
65.4 Because of this, roughly 42 percent of commercial airline pilots will hit this mandatory 
retirement point in the next ten years.5 This will likely create a strong airline hiring period 
for the next 10 to 20 years.6 Historically, when commercial airline hiring is high the Air 
Force pilot manning levels have fallen.7 
                                                 
1 Daniel S. Hoadley, “U.S. Air Force Pilot Shortage,” CRS Insight, September 11, 2017, 
https://fas.org/sgp/crs/natsec/IN10776.pdf. 
2 Mike Benitez, “Air Force in Crisis, Part I: Why Pilot Retention Matters Right Now,” War 
on the Rocks, February 28, 2018, https://warontherocks.com/2018/02/air-force-crisis-part-pilot-
retention-matters-right-now/. 
3 Benitez. 
4 Nolan J. Sweeney, “Predicting Active Duty Air Force Pilot Attrition Given an Anticipated 
Increase in Major Airline Pilot Hiring” (Santa Ana, CA: RAND Corporation, 2015): 4. 
5 Benitez, “Air Force in Crisis, Part I.” 
6 Michael Mattock et al., “Retaining U.S. Air Force Pilots When the Civilian Demand for 
Pilots Is Growing” (Santa Monica, CA:RAND Corporation, 2016), 
https://doi.org/10.7249/RR1455. 
7 David Axe, “What’s Driving the U.S. Air Force Pilot Shortage?,” Foreign Policy, May 4, 
2018, 6. 
2 
The Air Force is aware of the problem. The Air Force Aircrew Crisis Task Force 
(ACTF) was established recently with the goal of studying and slowing the exodus of 
talented pilots. The ACTF has implemented multiple small fixes over the past year. The 
amount of money offered to fighter pilots reaching the end of their current commitment 
was raised by $10,000 per year, with configurable options for everyone accepting the 
payment in return for an increased commitment. The Air Force’s goal for accepting this 
bonus was 65 percent of eligible pilots, and despite the increase in pay, the percentage of 
pilots accepting the bonus dropped from 48 percent in 2016 to 44 percent in 2017.8  The 
35 percent acceptance rate by fighter pilots is barely above half what is needed to continue 
manning fighter squadrons for combat.9  These numbers imply that money may not be the 
fix to the problem. 
In a 2015 RAND study of a random sampling of over 1,000 fighter pilots, the most 
significant issue captured in the results was the lack of both perceived and real value shown 
to pilots by the Air Force.10 The Air Force is also struggling to codify and effectively 
permeate an identifying culture throughout the service. Six years ago, the Air Force took 
down the large sign that read, “Home of the Fighter Pilot,” greeting Airmen as they drove 
through the security gate at Nellis AFB. The Air Force Weapons School at Nellis AFB has 
trained and developed many of the elite pilots in its current force. The removal of this 
iconic greeting was an attempt by base leadership to promote the spirit of a holistically 
integrated force.11  The sign was replaced four years later after significant backlash, but 
the damage was already done. This perception of cultural decay and lack of focus may lead 
                                                 
8 Jesse Friedel and Matt Cancian, “Difficult Decisions: Practical Policy for the Air Force’s 
Pilot Retention Crisis,” War on the Rocks, September 27, 2018, 
https://warontherocks.com/2018/09/difficult-decisions-practical-policy-for-the-air-forces-pilot-
retention-crisis/. 
9 Stephen Losey, “The Military’s Stunning Fighter Pilot Shortage: One in Four Billets Is 
Empty,” Military Times, April 12, 2018, https://www.militarytimes.com/news/your-air-
force/2018/04/11/the-militarys-stunning-fighter-pilot-shortage-one-in-four-billets-is-empty/. 
10 Christopher Carson, “I Hear What You Are Saying: Analysis of USAF Rated Officer 
Comments from the 2015 Military Career Decisions Survey” (Santa Monica, CA:RAND 
Corporation, 2017), https://doi.org/10.7249/RGSD397. 
11 Benitez, “Air Force in Crisis, Part I.”    
3 
to mediocrity and a loss of motivation towards the primary mission of the Air Force, but it 
is not simply a military problem. A study conducted of six international accounting firms 
by researcher John Sheridan found that the values of an organizational culture had a 
significant influence on talent retention rates in all firms studied.12  The motivation for 
fighter pilots to stay in the service despite being offered other options that offer more pay 
or stability might continue to dwindle without a concerted effort from Air Force leadership. 
The U.S. military has been lulled into a complacent state where operator mediocrity is 
sufficient when employing superior technology allowing mission accomplishment. It is 
likely that the U.S. will see a conflict in the future where superior technology alone will 
not equal victory. 
General David Goldfein, chief of staff of the Air Force, discussed his views on the 
fighter pilot retention problem in 2018. He highlighted the importance of a multiple-
initiative approach and a shift in focus towards leadership initiatives at all levels of 
command, especially squadron commanders:  
If I can get inspirational squadron commanders out there, that are given 
decision authority to run their squadrons, and they’re given the resources 
they need to accomplish the mission, and they’re out there inspiring their 
airmen, that is going to be far and above the most effective hedge against 
airline hiring that we’ll ever have.13  
Continuing in this vein, the purpose of this research is to determine ways that Air 
Force squadron commanders can increase fighter pilot retention. Because of their day-to-
day interaction with pilots, might squadron commanders have the biggest impact on 
retention in their squadrons? How can fighter squadron commanders personally influence 
                                                 
12 John E. Sheridan, “Organizational Culture and Employee Retention,” The Academy of 
Management Journal 35, no. 5 (1992): 1036–56, https://doi.org/10.2307/256539. 
13 Stephen Losey, “Ending the Pilot Exodus: Air Force Rolls out New Bonuses, Incentives 




the retention of an individual whom the Air Force has already spent nearly $11 million 
dollars training to provide Air Superiority?14 
B. LITERATURE REVIEW 
For the U.S. military, the dilemma of not having enough qualified aviators to 
maintain readiness and meet required flying hour goals is not a new problem. The Air 
Force, Army, Navy, and Marine Corps have struggled to fill cockpits in nearly every 
decade over the past fifty years, with the current deficit equaling nearly 25 percent of 
required pilots.15  Due to the impact these shortages have on the services’ ability to project 
airpower on a global stage, there have been many research initiatives undertaken to both 
predict pilot shortages and to determine how to best retain aviation talent. The results of 
this research are widely varied in their fixes to the retention problem. 
The historical response from both Air Force and congressional leadership has been 
to increase monetary incentives to military aviators hoping to increase retention. Aviation 
Career Incentive Pay (ACIP) is offered to current and qualified pilots as an additional 
monthly payment. The amount received increases along with years served as an aviator. 
ACIP peaked at $650 per month in 1996, and the Air Force increased the maximum 
payment to $1,000 per month in 2017 as a step to increase retention.16 The more notable 
monetary incentive offered to Air Force pilots is the Aviator Continuation Pay (ACP) 
program, which pays out as an annual bonus in exchange for an increase in service 
commitment.  
After the previous shortage in 2007, Mattock and Arkes from the RAND 
Corporation produced a report that suggested Air Force leadership could use a dynamic 
                                                 
14 Losey, “The Military’s Stunning Fighter Pilot Shortage.” 
15 Losey.  
16 Sweeney, “Predicting Active Duty Air Force Pilot Attrition,” 34.  
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retention modeling technique to craft more effective ACP options.17 The most recent 
increase in the yearly ACP amount from $25,000 to $35,000 for pilots, configurable with 
options to adjust total years committed and percentages of the total amount in the form of 
a lump sum up front, resulted, in part, from their research. Unfortunately, the retention 
model failed in its predictions when the percentage of pilots accepting this bonus in 2017 
decreased four percent from the previous year, from 48 to 44 percent.18 The Air Force’s 
goal for acceptance was 65 percent. In fact, from 2013 to 2017, the percentage of eligible 
fighter pilots in the Air Force “signing the bonus” fell from 63 to 35 percent, a 28 percent 
drop19  
One significant pitfall of relying on money to fix the retention problem is getting 
congressional approval for the budget increases required to fund bonuses. At the request 
from Air Force Leadership, analysts from RAND concluded that the ACP annual amount 
required to reverse the separation trend was $62,500.20 That report was released in 2016, 
and the current ACP amount has not changed for FY2019 due to Congressional 
pushback.21 Congress likely will not increase the monetary incentive to remain in the 
service to a high enough level to compete directly with the commercial airlines. 
As programs like ACIP and the ACP have been unable or simply too slow to stop 
the exodus of aviators, other solutions to increase retention for U.S. military pilots have 
become more popular. Similar to the theme of using money as incentive, Lieutenant 
Commander Eric Kelso conducted a study in 2014 where he found that implementing an 
auction-style system would increase retention objectives while reducing the overall costs 
                                                 
17 Michael G. Mattock and Jeremy Arkes, “The Dynamic Retention Model for Air Force 
Officers: New Estimates and Policy Simulations of the Aviator Continuation Pay Program” 
(Santa Monica, CA: RAND Corporation, 2007), 2. 
18 Friedel and Cancian, “Difficult Decisions.” 
19 Losey, “The Military’s Stunning Fighter Pilot Shortage.” 
20 Mattock et al., “Retaining U.S. Air Force Pilots,” 62. 
21 Hoadley, “U.S. Air Force Pilot Shortage.” 
6 
of the program.22 As of yet, this method has not been adopted by any service. A recent 
RAND report concluded that a pilot track where aviators would essentially do nothing but 
fly might improve retention.23 This “flying-only” track would likely result in decreased 
promotion prospects, but it might appeal to “officers with weaker career paths” who simply 
wish to continue to serve as a pilot in a structure with fewer opportunities for progression 
in rank or leadership opportunities.24 Still another research project at the Air University 
suggests the fix to the retention problem lies with more personal factors, highlighting the 
importance on officer education and career prospects, stability, and predictability as driving 
factors for retention.25 
A separate school of thought focuses on culture, esprit, and service core identity. 
Mike Benitez, an F-15E Strike Eagle Weapons Systems Officer, argues that the Air Force 
has lost its warfighting culture and ethos that previously existed when it was created in 
1947.26 While attending the Air Force’s Air Command and Staff College at Maxwell AFB, 
Alabama, Major Nancy Kirk concluded that pilot retention trends were the result of a loss 
of core identity by the Air Force as a service.27 Drawing on his experience interacting with 
troops in Bosnia, then-Representative Ike Skelton believed that high morale, unit cohesion, 
and esprit all lead to higher retention rates.28 A study recently released by the U.S. 
                                                 
22 Eric W. Kelso, “Improving the Efficiency of Aviation Retention Bonuses Through the Use 
of Market Mechanisms” (Naval Postgraduate School, 2014). 
23 Albert Robbert et al., “Supplemental Career Paths for Air Force Pilots: A Warrant Officer 
Component or an Aviation Technical Track,” (Santa Monica, CA: RAND Corporation, 2018), 
https://doi.org/10.7249/RR2617. 
24 Robbert et al., 15.   
25 Brian T. Stahl, “Blunting the Spear: Why Good People Get Out” (Air University: School 
of Advanced Air and Space Studies, 2013). 
26 Mike Benitez, “Air Force in Crisis, Part III: Dear Boss, It’s All About the Culture,” War 
on the Rocks, March 15, 2018, https://warontherocks.com/2018/03/air-force-in-crisis-part-iii-
dear-boss-its-all-about-the-culture/. 
27 Major Nancy R. Kirk, “Air Force Core Identity and Its Impact On Retention” (Air 
University, April 2001), https://doi.org/10.21236/ADA407037. 
28 Ike Skelton, “Military Retention Intangibles: Esprit, Morale and Cohesion,” Military 
Review, no. 3 (August 1999). 
7 
Government Accountability Office (GAO) concluded that the Air Force, Navy, and Marine 
Corps need to reevaluate their current authorization numbers for each squadron due to the 
increasing role of unmanned aerial systems (UAS) in combat operations.29 This would 
reduce shortages simply by changing the required numbers, instantly yielding a lower 
percentage of unfilled authorizations. 
Moving away from the internal factors that have been discussed, one common 
external factor noted by many who study the U.S. military’s pilot shortage is the demand 
created by commercial airline corporations. A recent study conducted by the GAO 
estimates that the demand by the airlines over the next six years will range anywhere from 
1,900 to 4,500 new pilots per year.30 According to a study by Nolan J. Sweeney, an analyst 
with the RAND Corporation, “as the number of hires or the salary of commercial airline 
pilots increases, the escape valve widens, inducing more pilots to leave.”31 Sweeney 
contends that changes to common internal factors Air Force pilots face, like a high 
operations tempo (in the form of hours worked and frequency of deployments), pay and 
benefits, and even the type of aircraft flown, do not consistently influence retention to the 
same degree as airline demand and salary.32 
Statistics compiled by Paul Stephen Dempsey, director of the Institute of Air & 
Space Law at McGill University in Montreal, show that the demand from the airline 
industry for pilots takes a downturn about every six years going back to 1958.33 If this 
trend continues over the next decade, there may be a slowdown in the demand for military 
pilots. The problem with this finding is that it is simply looking at historical trends, and the 
next decade may not follow historical trends. Current estimates show the number of airline 
                                                 
29 Government Accountability Office, “Military Personnel: DoD Needs to Reevaluate 
Fighter Pilot Workforce Requirements” (GAO-18-113, April 2018): 23. 
30 Government Accountability Office, “Aviation Workforce: Current and Future Availability 
of Airline Pilots” (GAO-14-232, February 2014): 54. 
31 Sweeney, “Predicting Active Duty Air Force Pilot Attrition,” 3.  
32 Sweeney.  
33 Axe, “What’s Driving the U.S. Air Force Pilot Shortage?” 
8 
hires increasing until at least 2027.34 Recent changes made by the FAA to mandate 
retirement when reaching 65 years of age and increasing the minimum number of hours 
required for entry-level airline pilots from 250 to 1,500 are likely to result in a continued 
increase in demand for military aviators.35 Ultimately, neither the U.S. Air Force nor 
Congress can control the market demand for commercial airline pilots.36 
Given all the time, effort, and money spent on the multitude of research already 
conducted, what is the answer to fixing the fighter pilot shortage? There likely is not a 
single fix or “silver bullet” to increase retention. Every pilot has unique family situations, 
contributing circumstances, and goals for their military service. Many of these fixes likely 
contribute in some manner to increased retention, but most are focused changes at the 
service or MAJCOM level as detailed above. Service-level leadership does not have the 
ability to spend hours working with each individual fighter pilot to influence their choice 
to stay or leave, but fighter squadron commanders do. 
C. METHODOLOGY 
This study primarily uses the case study research approach to determine successful 
retention techniques and test their applicability to the research question. The results of this 
approach culminate with actionable measures that squadron commanders can use to 
influence retention rates of pilots in their individual squadrons. The first step to accomplish 
this objective is to identify types of measures used to improve talent retention or applicable 
models currently used to analyze talent management practices for corporations around the 
globe.  
1. Job Embeddedness Model 
Many successful corporations employ some form of strategy to keep employees 
from leaving the company. The costs associated with losing a valuable employee are high 
                                                 
34 Sweeney, “Predicting Active Duty Air Force Pilot Attrition.” 4.  
35 Hoadley, “U.S. Air Force Pilot Shortage.” 
36 Axe, “What’s Driving the U.S. Air Force Pilot Shortage?” 
9 
which leads to an increased focus on retention. Larger businesses have internal human 
resource teams to fill this role, but for smaller organizations, there are numerous firms that 
provide human resource services as well.37 While they all provide some unique services, 
the general categories, or predictors, they focus on are similar and commonly referred to 
as talent management.38 Previous research on retention identified various factors 
influencing the decision to leave or stay with an organization. Victor Oladapo from Strayer 
University compiled multiple talent management studies that all came to similar 
conclusions. According to Oladapo, “employees depart because their current employment 
proposition—some mixture of tangibles (pay and benefits), and intangibles (supervisor 
relationship, work/life balance, work content, career path, trust in senior management) —
is unsatisfactory, and they have the opportunity to join another organization where, 
presumably, that employment proposition is better.”39 Other common research factors 
include positive relationships with colleagues, good communication, training and 
development of skills, and career opportunities.40 All the factors influencing a personal 
decision are likely too many to list here, but there are common themes among studies. 
One line of research attempts to boil down the multitude of factors and define a 
more manageable and organized theory. Brooks Holtom, Georgetown University assistant 
professor of management, Terence Mitchell, University of Washington professor of 
management, and Thomas Lee, University of Washington professor of management, 
introduced the construct of job embeddedness that “represents a broad set of influences on 
                                                 
37 Patricia Dicks, “Human Resources Consultancy,” HDA, accessed March 4, 2019, 
http://www.hda.co.uk/. 
38 M. Birt, T. Wallis, and G. Winternitz, “Talent Retention in a Changing Workplace: An 
Investigation of Variables Considered Important to South African Talent,” South African Journal 
of Business Management 35, no. 2 (June 30, 2004): 25, https://doi.org/10.4102/sajbm.v35i2.654. 
39 Victor Oladapo, “The Impact of Talent Management on Retention,” Journal of Business 
Studies Quarterly 5, no. 3 (2014): 23. 
40 Natalie Govaerts et al., “Influence of Learning and Working Climate on the Retention of 
Talented Employees,” Journal of Workplace Learning 23, no. 1 (February 2011): 37, 
https://doi.org/10.1108/13665621111097245. 
10 
an employee’s decision to stay on the job.”41 A form of their job embeddedness model will 
be used to aid in organizing a useful model for squadron commanders and incorporate 
many of the focus areas for corporations.  
Holtom, Mitchell, and Lee break embeddedness into the three categories of fit, 
links, and sacrifice to define sources to dissatisfaction leading to an employee leaving an 
organization. Fit focuses on an employee’s perceptions of how well they fit with their 
current job and the larger organization. Links looks at how interconnected, and the strength 
of those connections, an employee is to other people and groups within the organization. 
Sacrifice includes everything an employee would have to sacrifice were they to leave the 
organization.42 Holtom, Mitchell, and Lee delineate differences in organization (on-the-
job) and community (off-the-job) in the three job embeddedness categories.43 For this 
study, both the organization and community factors for each category will be combined to 
simplify terminology and structure while retaining the overall goal of incorporating both 
types of factors in the model. Generally, job embeddedness theory shows that the more 
embedded an employee is within and organization, the higher chances the organization has 
of retaining that employee.44 Figure 1 shows the authors’ definitions of each component. 
                                                 
41 Brooks C. Holtom, Terence R. Mitchell, and Thomas W. Lee, “Increasing Human and 
Social Capital by Applying Job Embeddedness Theory,” Organizational Dynamics 35, no. 4 
(January 2006): 319, https://doi.org/10.1016/j.orgdyn.2006.08.007. 
42 Holtom, Mitchell, and Lee, 319–20. 
43 Holtom, Mitchell, and Lee, 319.  
44 Terence R. Mitchell et al., “Why People Stay: Using Job Embeddedness to Predict 
Voluntary Turnover,” The Academy of Management Journal 44, no. 6 (December 2001): 1102. 
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Figure 1. Job Embeddedness Definitions.45 
Many of the more traditional factors leading to improved employee retention can 
be categorized under either fit, links, or sacrifice. Using the job embeddedness structure 
also makes it easier to group retention efforts by squadron commanders into generalized 
themes. The model below shows the different factors used for this study that may be 
applicable for commanders.  
a. Fit 
• Value congruence 
• Career planning 
• Work-life balance 
                                                 
45 Source: Holtom, Mitchell, and Lee, “Increasing Human and Social Capital,” 320. 
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• Organizational culture / climate 
b. Links 
• Social ties / networking 
• Employee engagement 
• Camaraderie 
c. Sacrifice 
• Challenging work 
• Development and opportunities 
 
2. Corporate Examples 
This research will take these three components of job embeddedness and test their 
applicability to cases in non-military corporations where they were implemented with 
positive retention results. The goal when looking at these corporate examples is to use 
situations where leaders saw good results from one or more of the embeddedness predictors 
to validate their usefulness for this research. On the corporate business side, Google, Apple, 
and Facebook are all excellent examples of well-known companies that have instituted 
unique sets of talent management practices with phenomenal results.46 While these three 
brands are likely familiar, other corporations with retention success stories will also be 
studied to validate the usefulness of each area. At the completion of this case study analysis, 
the aspects of job embeddedness will then be assessed for applicability to squadron-level 
fighter pilot retention using the results of two surveys conducted by the Air Force. 
3. Air Force Data and Squadron Commander Recommendations 
The first of these studies, Improving Air Force Squadrons: Recommendations for 
Vitality, was prepared for the Chief of Staff of the U.S. Air Force in January 2018 by the 
Headquarters Air Force Core Team. The purpose of the study was to “determine and 
                                                 
46 John Sullivan, “A Case Study of Facebook’s Simply Amazing Talent Management 
Practices,” ERE, September 9, 2013, https://www.ere.net/a-case-study-of-facebooks-simply-
amazing-talent-management-practices-part-1-of-2/. 
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implement a comprehensive set of actions that will increase the vitality of all squadrons.”47 
Focus area teams compiled responses from an online survey, peer-to-peer and senior leader 
interviews, and both small and large focus groups to produce key attributes of squadron 
vitality and ten recommendations as “leverage points.”48 These points are important 
because they focus specifically on leadership change starting at the squadron level. 
The second set of survey data used is from the 2017 Military Retention Survey 
(MRS) conducted 20 July to 12 October 2017 of active duty officers across the Air Force. 
Response data is categorized by core Air Force Specialty Code (AFSC), meaning that 
responses from pilots are separable and comparable to other non-pilot officers across the 
Air Force. Questions for this survey focus specifically on retention, future intentions for 
military service, and positive and negative influences on the decision by pilots to leave or 
remain in the Air Force. While not all influences are controllable by squadron commanders, 
some of them are.  
These two sources of response data combine to provide a representative standard 
to test the applicability of embeddedness predictors for use by squadron commanders. 
Similarities between corporate examples and survey responses detailed in both Air Force 
studies strengthen the usefulness of job embeddedness for increasing retention. Because of 
the focus on pilot retention, the 2017 survey will carry more weight when matching factors. 
It is likely that multiple predictors will closely match responses from the survey data, 
resulting in specific focus areas for commanders. The relevant data from these two survey 
sources is used in the last chapter of this paper to strengthen recommended areas where 
squadron leadership can make changes to improve pilot retention. 
                                                 
47 HQAF, Improving Air Force Squadrons: Recommendations for Vitality, January 2018, S-
2. 
48 HQAF, S-12. 
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II. JOB EMBEDDEDNESS: FIT 
Mitchell et al. define fit as, “an employee’s perceived compatibility or comfort with 
an organization and with his or her environment. According to our theory, an employee’s 
personal values, career goals, and plans for the future must fit with the larger corporate 
culture and the demands of his or her immediate job (job knowledge, skills, and 
abilities).”49 Fit is not a new concept for talent management. Employees are often drawn 
to careers or jobs that that match personal values, goals, or natural abilities. This often starts 
at an early age and likely changes multiple times, as someone advances through subsequent 
levels of education and training. This career draw hinges on the person’s perception of that 
career. Things like the media, advertising, branding, salary, and career opportunities impact 
this perception. Personal interactions with others in a profession also influence the 
perception of how well they would fit in the same position. All of this occurs prior to hiring 
and is not the focus of this paper, but what is important is the ability of managers and 
leaders to determine what those aspects are that matter to each employee. 
Once established within an organization, an employee’s perception of fit may or 
may not change. Factors internal to the organization are the first variable affecting fit. It is 
possible that expectations differ from the now known realities. This includes things like 
changes in organizational leadership, salary, working conditions, number of work hours 
required, etc., are all internal factors influencing and employee’s perception of fit. Even if 
everything within the company meets expectations, there are external factors that may 
change an employee’s perception of fit. Personal or “stage of life” changes, like getting 
married, having children, moving locations, or changes in someone’s health, all affect 
organizational fit. Also, both internal and external situations likely change to a greater 
degree the longer an employee is with the organization. This chapter focuses on the aspects 
of fit that occur while an individual is in the organization and is broken into four sections: 
value congruence, career planning, work-life balance, and organizational culture / climate. 
                                                 
49 Mitchell et al., “Why People Stay,” 1104. 
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A. VALUE CONGRUENCE 
Value congruence, or compatibility, is maybe the broadest of these five subsections 
in the fit category, but it is also likely one of the most important. Feelings of attachment 
and fit with a job are driven by how aligned or compatible individual values and 
organizational values are with each other. The closer aligned the values of each party are, 
the more likely the employee is to remain with the organization. Value congruence has 
been shown to reduce both the intention to leave an organization and actual turnover of 
employees in multiple companies.50  
University of Wisconsin professor Donald Moynihan and University of Kansas 
professor Sanjay Pandey studied employee turnover and retention in depth. They found 
that one of the driving factors for turnover intention is person-organization (P-O) value 
fit.51 P-O value fit was first introduced by Amy Kristof in 1996. Kristof defines P-O value 
fit as “the compatibility between people and organizations that occurs when: (a) at least 
one entity provides what the other needs, or (b) they share similar fundamental 
characteristics.”52 This definition shows two different aspects to value congruence. 
Organizations need good employees to meet the need of adding value to the company and 
providing a product or service. Organizations meet the financial need of a worker, but also 
other personal needs, such as the desire to be challenged, increasing knowledge or 
expertise, or a social belonging need. 
Moynihan and Pandey suggest that companies trying to improve retention focus on 
fostering aspects of P-O value fit.53 The first way to accomplish this would be to match 
                                                 
50 Jennifer A. Chatman, “Matching People and Organizations: Selection and Socialization in 
Public Accounting Firms,” Administrative Science Quarterly 36 (1991). 
51 Donald P. Moynihan and Sanjay K. Pandey, “The Ties That Bind: Social Networks, 
Person-Organization Value Fit, and Turnover Intention,” Journal of Public Administration 
Research and Theory 18, no. 2 (April 1, 2008): 221, https://doi.org/10.1093/jopart/mum013. 
52 Amy L. Kristof, “Person-Organization Fit: An Integrative Review of Its 
Conceptualizations, Measurement, and Implications,” Personnel Psychology 49, no. 1 (March 
1996): 4–5. 
53 Moynihan and Pandey, “The Ties That Bind,” 220. 
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individuals to areas within the organization where values align. This is easier for large 
organizations with the size and capacity to do so. For smaller companies, this step is likely 
only possible in the recruitment phase. The second way to foster fit is by “communicating 
the value of the organization’s mission and making clear the role that employees have in 
achieving this mission.”54 They suggest that those individuals in a supervisory leadership 
role ensure that employees have opportunities to do work that is meaningful and that 
employees are given the opportunity to participate in strategic planning and goal-setting 
efforts.55 Each situation, for both the organization and the individual, will be different, but 
the main goal when trying to improve retention is to try to find ways to align the values as 
much as possible. 
B. CAREER PLANNING 
Providing predictability for an uncertain future will benefit an employee and 
increase their desire to stay with the company. Aguinis, Gottfredson, and Joo from the 
Kelley School of Business at Indiana University studied the effect of performance 
management and development plans on retention. They focused on individualized 
developmental plans (IDP) for employees to improve performance. Aguinis, Gottfredson, 
and Joo had two findings relating to improved retention. First, “an IDP helps improve the 
retention of top employees because such plans directly address top performers’ 
expectations about their work: learning new skills on the job and receiving individualized 
attention.”56 Because each plan is tailored to the individual employee, they ensure 
performance-driven goals are met as available in the organization. The second way an IDP 
improves retention is by preventing top talent from being poached away by other 
organizations.57  
                                                 
54 Moynihan and Pandey, 220. 
55 Moynihan and Pandey, 221. 
56 Herman Aguinis, Ryan K. Gottfredson, and Harry Joo, “Using Performance Management 
to Win the Talent War,” Business Horizons 55, no. 6 (November 2012): 612, 
https://doi.org/10.1016/j.bushor.2012.05.007. 
57 Aguinis, Gottfredson, and Joo, 612. 
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Open communication is important for aiding in successful career planning for an 
employee. Transparency in communication in both directions allows creation of an 
effective plan by incorporating the goals of the employee and realistic expectations from 
the organization.58 An additional form of communication in an organization is providing 
and receiving feedback. Feedback allows leaders to not only provide guidance to an 
employee on their strengths and weaknesses, but also to ensure that they themselves are 
not missing a problem or weakening factors critical to organizational fit. Not only will 
feedback help improve the organization, but it has also been shown to improve retention 
by increasing employee motivation and performance.59 
C. WORK-LIFE BALANCE 
Work-life balance (WLB) plays an important role across all levels inside an 
organization, but there is no one-size-fits-all solution for what that balance should look 
like. The concept of WLB traditionally hinges on allocation of an individual’s time. Some 
shared allocation of time spent on work-related tasks and time spent on life-related tasks is 
universal for anyone with a job. How this time is allocated is unique to every employee, 
and the appropriate balance changes over time similar to the previous discussion on how 
individual values change over time. An employee without a family to go home to or a 
strong desire to quickly advance to higher positions within an organization may allocate 
more time to work and less to life. The opposite may be true for someone with a spouse, 
children, or other areas in their life that they hold in priority. 
Balancing both work and life becomes an issue for employee turnover when there 
is a perceived pull from either one that puts strain on the other. Specifically for retention, 
an employee who feels like they are required to put more time towards work to the 
detriment of other areas in their life is more likely to fix that imbalance by leaving their 
                                                 
58 Clayton Glen, “Key Skills Retention and Motivation: The War for Talent Still Rages and 
Retention Is the High Ground,” Industrial and Commercial Training 38, no. 1 (January 2006): 
43, https://doi.org/10.1108/00197850610646034. 
59 K. Sandhya and D. Pradeep Kumar, “Employee Retention by Motivation,” Indian Journal 
of Science and Technology 4, no. 12 (December 2011): 1778–82. 
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job.60 This requirement for long hours at work may be justified by needs of the 
organization, but there are times when the perception of time at work does not match actual 
requirements. Deery and Jago found many instances where employees felt “an 
overwhelming need to put in more hours or, at the very least, appear to be working very 
long hours” that was not properly managed by company leadership.61 This improper WLB 
leads to increases in stress at the individual and family levels and a higher chance of job 
burnout.62 
D. ORGANIZATIONAL CULTURE / CLIMATE 
Organizational culture is a difficult term to define, and even harder to explain for a 
specific organization. Jennifer Cross gives a great definition of organizational culture. “It 
is deeply rooted in the history of the organization. It is the values, beliefs and guiding 
principles of the organization that ultimately govern behavior and engagement. It’s hard to 
change as it typically frames employees’ attitudes, boundaries, guidelines and 
constraints.”63 Typical organizational values that define its culture include variances of 
competitiveness, quality, innovation, outcome orientation, and stability.64 The size of this 
group could be big or small, but the culture present represents the fundamentals of the 
entire group. That culture plays a role in how employees view their fit and embeddedness 
in the group as a whole.  
Organizational climate, on the other hand, is normally associated with a smaller 
team or sub-group within an organization. It describes how employees are experiencing 
                                                 
60 Margaret Deery and Leo Jago, “Talent Management, Work-Life Balance and Retention 
Strategies,” International Journal of Contemporary Hospitality Management 27, no. 3 (2015): 
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61 Deery and Jago, 797. 
62 Deery and Jago, 794. 
63 Jennifer Cross, “Organizational Culture vs. Organizational Climate,” October 25, 2016, 
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64 Eric Baker, “Organizational Culture vs Organizational Climate | Caliper,” Caliper 
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their actual work environment, and it tends to be more flexible than organizational culture 
but still a by-product of that culture.65 A sub-group climate where an employee feels they 
fit well should lead to the desire to remain in that environment, and the opposite is also 
true. Therefore, matching employees who fit into current organizational culture and climate 
well, or leadership adjusting climate and cultural norms to better fit current and future 
employees are the two options for managers that could increase retention. 
So how does one measure or define specific organizational climate variables 
specific to an individual? Psychologists Frank Friedlander and Newton Margulies studied 
the impact of organizational climate on employee job satisfaction and retention. Figure 2 
shows their eight different climate dimensions (four describing employee behavior and 
four describing employer behavior) used to describe a specific team or group within a 
larger organization. 
                                                 
65 Cross, “Organizational Culture.” 
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Figure 2. Organizational Climate Dimensions.66 
Friedlander and Margulies looked at how these eight dimensions affected 
employees’ job satisfaction in three different areas: interpersonal relationships, task-
involved self-realization, and opportunities for recognizable advancement.67 Each of the 
three areas had items relating to its category and are shown in Figure 3. 
                                                 
66 Source: Frank Friedlander and Newton Margulies, “Multiple Impacts of Organizational 
Climate and Individual Value Systems Upon Job Satisfaction,” Personnel Psychology 22 (1969): 
174. 
67 Friedlander and Margulies, 175. 
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Figure 3. Work Value and Satisfaction Variables.68 
Friedlander and Margulies found that certain organizational climates seemed to 
have a direct relationship with job satisfaction, especially “those in which management 
behavior could be characterized by efforts to get the organization moving (Thrust) and 
those that were facilitative (low in Hindrance).”69 They also noted that climates with high 
esprit and intimate social climates, when combined with Thrust and low Hindrance, also 
increased job satisfaction.70 This value of esprit on improved retention supports Skelton’s 
view discussed in chapter one. Major Nancy Kirk further supports this relationship. 
Reasons for positive retention rates among deployed troops are high morale, 
esprit, and unit cohesion that comes from a clear sense of mission and 
purpose. A clear sense of mission and purpose is tightly integrated with the 
concept of identity. Therefore, identity is a potential key to mission success 
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and there is a strong preponderance of evidence to indicate identity is key 
to positive retention rates as well.71  
In conclusion, the eight dimensions in Figure 2 provide leaders a tangible 
measurement to optimize organizational climate at the sub-group level leading to improved 
retention. 
E. CORPORATE EXAMPLES 
Table 1 lists examples for each of the four areas of fit used by corporate businesses 
to increase job embeddedness and improve talent retention. 
Table 1. Corporate Examples of Job Embeddedness: Fit.72 
VALUE CONGRUENCE 
Organization Example 
North Shore Bank Provides employees with information about, as well as encouraged 
involvement in, community activities. Increased ability to provide services 
in the first language of nonnative customers with nonnative employees. 
Sandata Technologies Inc Helps foreign employees settle in their communities by offering assistance 
with obtaining visas and green cards. Offers courses in English as a second 
language. 
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REI Advertises high promotion rates for females—employs a female CEO. 
IBM Utilizes a values-based approach to HR. Hires and promotes based on values. 
Regularly engages employees to ensure consistent values throughout the 
company via “ValuesJam” sessions and surveys. 
Samsung Gears employee training program specifically to provide background on the 
company’s philosophy, values, management principles, and employee 
ethics. 
BT Uses a performance management system that looks at an employee’s ability 
to achieve their individual performance objectives and the values and 
behaviors displayed to deliver results. 
Facebook Allows employees to choose their own next project team.  
Whole Foods Created a values-driven culture, for which they are well known. Core values 
include “support team member excellence and happiness” and “serve and 
support our local and global communities.” 
Bayer Matches employees’ personal strengths and goals with the organization’s 
leadership requirements. Uses assessment and development centers to 




Kraft Canada Creates an IDP for every employee. Uses bi-annual feedback meetings for 
employees and their managers to discuss objectives and adjust IDP. 
Clif Bar and Company Works with employees to develop personal values, then creates a 
personalized development plan that enables employees to live those values 
in their career. 
IBM Uses Watson (internal cognitive technologies) to deliver personalized 
learning and career guidance based on the individual employee’s role, skill 
profile, and goals. 
Whirlpool Creates a development plan / career compass aligned with their work for 





Northwestern Mutual Mapped where its employees lived and used that as a key input into the 
location of its second corporate campus to reduce commute times. 
Patagonia Inc Developed a school support program that allows employees five workdays 
every year off to participate in their kids school activities. 
Deloitte Consulting Implemented a policy to ensure consultants spend more nights at home than 
in hotels that is included in partner and senior manager performance 
evaluations. Provides flexible work arrangements when employees need 
more time for their personal lives. Offers extended parental leave for men 
and women. 
Ernst & Young Extended four 3-day holidays to a fourth day and Thanksgiving to five days 
to provide employees with more time with family and friends. 
The Container Store Allows for special schedules for employees with children. 
Accenture Offers flextime, job sharing, telecommuting, and “flybacks” for employees 
working away from their home location—led to significantly reduced 
turnover and improved productivity, job satisfaction, and personal 
motivation, especially among women. 
World Travel Holdings Allows almost 70% of employees to work from home leading to increased 
retention of top talent. 
ORGANIZATIONAL CULTURE / CLIMATE 
Organization Example 
The Container Store Trusts employees, once they are trained, to make any decision a customer 
needs without requiring manager approval. 
Quicken Loans Emphasizes a culture prioritizing communication. Founder and Chairman 
Dan Gilbert speaks at every new employee orientation emphasizing culture 
and philosophy. 
Harley Davidson Encourages participation in the company’s riding culture—average 90% 
employee participation. 
IKEA Downplays skills, experience, and academic credentials and instead focuses 
on employee values and beliefs when screening, interviewing, training, 
developing, and considering leadership opportunities. 
Infosys Emphasizes cultural-fit and “learnability” for compatibility with the 
company’s values. 
Samsung Replaced their traditional, hierarchical culture with one that promotes 
creativity, empowerment, and open communication. 
26 
ORGANIZATIONAL CULTURE / CLIMATE 
Organization Example 
Netflix Allows employees to take whatever vacation time they felt was appropriate. 
Operates under the model of “hire, reward, and tolerate only fully formed 
adults.” Uses informal 360-degree employee reviews instead of formal 
performance reviews. 
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III. JOB EMBEDDEDNESS: LINKS 
Holtman, Mitchell, and Lee define links as “formal or informal connections 
between an employee and institutions or people.”73 The general theory is that there are 
several links, or threads, that connect employees and their families within the environment 
of the organization they work for. These threads make up a larger financial, psychological, 
and social webbed network, including the community and physical environment they live 
in.74 The more ties that exist for an employee and the stronger those ties are, the better the 
chance that employee remains with the organization. Therefore, intentionally building up 
links within an organization can improve overall employee retention. 
Social network analysis (SNA) has risen in its use when looking at relationships 
between leadership and employees in business organizations. According to Salvatore 
Parise, an assistant professor at Boston College, “SNA provides a lens through which to 
view the structure of networks, to identify where barriers between individuals and groups 
might exist that may be inhibiting communication and collaboration.”75 Identifying 
individual positions within the organization and visually (at the center or on the periphery) 
placing them in a social network allows leaders and managers to identify potential 
solutions. The methods that people use to create and strengthen links with others in their 
organization and environment looks drastically different today from it did twenty years 
ago. This is because of the emergence and preeminence of both social media platforms and 
the widespread availability of portable, internet-connected devices. Interpersonal links are 
created by an initial interaction with an intent to continue a tie, and then strengthened by 
frequency and time spent building that link. 
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In addition to social ties and social networking, effectively engaging employees and 
building workplace camaraderie are also important aspects of embedding people in an 
organization. This chapter focuses on these aspects of links that are created within an 
organization. Many are organically formed by natural employee interaction, but leaders 
and managers can facilitate the establishment of stronger ties, leading to improved 
retention. It is broken into three sections: social ties / networking, employee engagement, 
and camaraderie. 
A. SOCIAL TIES / NETWORKING 
Gary Ballinger, Elizabeth Craig, Rob Cross, and Peter Gray, assistant professors at 
the McIntire School of Commerce at the University of Virginia, studied the effect of 
relationships in an organization on employee retention. They identified that, “broad 
perceptions of relationships with colleagues create a sense of embeddedness that reduces 
the likelihood of voluntary turnover…the quality of an individual’s relationship with a 
supervisor is a key determinant to turnover.”76 One of the goals of their research was to 
show how the leaders of an organization can improve employee retention by cultivating 
social networks, and the result was the strategy of an early identification of flight risks by 
organization leadership.77 This includes using SNA to find employees with under-
developed networks, identify employees that are overloaded with work tasks or obligations, 
and predicting employee engagement.78 Ballinger et al. also found that employees who 
were most influential in a network (more ties) were less likely to experience burnout and 
subsequent departure from the organization.79 Figure 4 shows the approaches from 
Ballinger et al. 
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Figure 4. Managerial Approaches to Reduce Turnover.80 
Many researchers have looked at the relationship of ties and retention. Hom and 
Xiao found that strong, reciprocal ties among Chinese management and employees in the 
workplace led to increased retention.81 Chitsaz-Isfahani and Boustani found a positive and 
significant relationship between increased trust in the organization, a focus on mentoring, 
individualized career management, and the desire of employees to remain with the 
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organization.82 Zhang et al. studied leadership styles and concluded that relationship-
focused leaders have a positive influence on talent retention.83 Mossholder et al. studied 
health care employees over a five-year period, finding that both network centrality and 
interpersonal citizenship behavior predicted turnover.84 “Regarding network centrality, it 
appears that the structure in which individuals are interconnected affects their desire to 
remain with an employer. Those forming a greater number of ties with coworkers become 
more embedded and more likely to identify with those around them.”85 Ballinger et al. 
emphasize an early and intentional effort from leaders to build employee networks: “To 
prevent employees from ending up on the fringes of a network, the companies we studied 
often redesigned on-boarding practices to include early staffing assignments, targeted 
mentoring relationships, and career planning advice on networks.”86 
In addition to studying P-O fit, Moynihan and Pandey looked at both internal and 
external social network relationships and their effect on employee retention. Moynihan and 
Pandey hypothesized that stronger internal social network links, consisting of a feeling of 
obligation towards coworkers and coworker support, lead to increased employee retention. 
Conversely, strong social links to networks outside the organization lead to decreased 
employee embeddedness and retention. This external links hypothesis directly opposes 
Mossholder et al.’s concept of links in the community, who discusses ways that leaders can 
increase external ties to the community for a positive effect on employee retention. 
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Moynihan and Pandey produced four findings from their study. First, in both short-
term and long-term turnover intent, employees who feel like they have an obligation of any 
kind to their coworkers are less likely to leave social networks they associate with. There 
is a greater sense of obligation in the long-term. Second, in short-term, but not long-term 
turnover intent, employees that receive significant support from those they work with are 
not as likely to seek job opportunities elsewhere. Third, employees are committed to people 
in the organization they work in and not just the organization itself. Fourth, when the values 
of the organization and the employee overlap, employees are not as likely to consider 
leaving their job.87 One surprising finding of this research is that external social network 
ties (ones with people outside of the employees’ organization or environment) had very 
little effect on influencing a decline in retention.88 
B. EMPLOYEE ENGAGEMENT 
Employee engagement is a business management concept that looks to motivate 
and embed employees in their job. It is a method for strengthening links by facilitating a 
positive workplace environment, improving communication, and increasing productivity. 
Employee engagement is a process that relies on two-way communication and commitment 
founded on trust and integrity.89 Engagement goes beyond its traditional function of 
increasing employee production by creating psychological links between an employee and 
the company they work for while fostering respect and social acceptance. According to 
Jyotsna Bhatnagar, professor at the Management Development Institute of India, 
“engagement is the state of emotional and intellectual commitment to an organization or 
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group.”90 Commitment, or embeddedness, due to increased engagement is therefore likely 
to lead to improved retention rates.91 
So how can leadership foster employee engagement within their organizations? 
First, successfully engaging employees begins with supervisors and managers who have 
direct and frequent interaction. Ray Baumruk, director at Hewitt Associates, states that “the 
key drivers of engagement (such as relationships, total rewards, opportunities, quality of 
work-life, people practices and the actual work itself), can all be affected by the immediate 
manager.”92 Baumruk goes on to provide five key actions that managers can take to 
increase engagement in their organization, which are shown in Figure 5. 
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Figure 5. Five Steps to Increasing Engagement.93 
One additional note not shown in Figure 5 is that Baumruk found that coaching and 
career support is especially important for newer or younger employees. 
The challenge for managers is to be open, straightforward and attentive to 
potential career paths for the people who report to them. They must be clear 
about the opportunities within the organization, the skills they need to 
develop in order to advance and how to build the cadre of skills that are 
valued within the organization.94 
These five methods provide a broad spectrum of available courses of action that 
allow leadership in many different types of organizations multiple options. These actions 
also bleed over into both fit and sacrifice aspects of job embeddedness discussed in 
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chapters two and four. Building on Baumruk’s engagement actions for managers, John 
Gibbons, program director for employee engagement at the Conference Board, provides 
the top engagement drivers identified after reviewing the results of 12 major research 
studies: trust and integrity, the connection between individual and company performance, 
career growth opportunities, pride about the company, coworkers/team members’ attitudes 
toward their job, employee development, and a personal relationship with one’s 
manager.95 Both approaches by Baumruk and Gibbons are focused not on the upper-
echelon leadership of organizations, but instead on day-to-day leaders and managers who 
have direct interaction with the employees they are trying to retain. 
C. CAMARADERIE 
Camaraderie, like esprit, is an important part of binding links in an organization 
trying to retain talent. Many people associate the idea of camaraderie with sports teams or 
military units because of the shared sense of purpose and goals, the requirement to rely on 
others in the group, and the sharing of the good or bad as a team.96 It also includes making 
meaningful friendships that extend outside of the work environment. Camaraderie among 
teams has also been shown to increase both productivity and retention in the workplace.97 
Employees are happier and more content in their jobs when they have genuine 
friendships with co-workers. According to Christine Riordan, provost and professor of 
management at the University of Kentucky, “Employees report that when they have friends 
at work, their job is more fun, enjoyable, worthwhile, and satisfying…close work 
friendships boost employee satisfaction by 50% and people with a best friend at work are 
seven times more likely to engage fully in their work.”98 Similar to researchers in the 
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previous paragraph, Riordan also notes that camaraderie is more than just having fun 
because it also promotes a loyalty among co-workers resulting in committed and 
disciplined work.99 
There are multiple ways that leaders in organizations can foster camaraderie. 
Michael Schneider, human capital specialist at Welltower, provides five leadership tips to 
build strong ties, relationships, and a sense of community in an organization.100 First, 
leaders should speak the truth out of respect for their co-workers. This not only sets an 
example for trust and integrity within the group, but also encourages candid accountability. 
Second, leaders should think of themselves less. Pride and arrogance from leadership will 
diminish camaraderie. Third, leaders need to practice uncommon courtesy. Schneider 
states, “We all have team members that can be a little “difficult” to deal with. Different 
work styles cause friction, friction leads to waning patience, and thin patience leads to 
irritation…It’s a managers responsibility to encourage authenticity by being considerate, 
respectful of differences, and patient with employees.”101 Fourth, leaders need to ensure 
every member of the group maintains confidence. Lastly, leaders should focus on 
frequency of interaction rather than intensity of interaction. Encouraging frequent 
participation in activities, both in the work environment and outside of it, from all members 
of the team. 
One final interesting aspect of organizational camaraderie is that increased turnover 
works backwards in a sense to deteriorate camaraderie. If the members of a group are 
continually changing, or there is a high rate of turnover, it can actually encourage more 
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employees from the group to leave as well that may not have left otherwise.102 This two-
way relationship between camaraderie and retention is an important one for leaders at all 
levels in an organization to manage. 
D. CORPORATE EXAMPLES 
Table 2 lists examples for each of the three areas of links used by corporate 
businesses to increase job embeddedness and improve talent retention. 
Table 2. Corporate Examples of Job Embeddedness: Links.103 
SOCIAL TIES / NETWORKING 
Organization Example 
Appleby’s International Holds “get to know you dinners” for all new employees with their manager. 
Stout, Causey & Horning Invite all partners and employees and a guest for an annual 5-day excursion 
to exotic locations to link employees and their families. 
Chase Capital Partners Uses internet-based tools to keep employees connected to their mentors, 
even when separated by distance or unpredictable schedules. 
David Weekley Homes Holds entertaining annual company meetings where spouses and relatives 
also attend. 
Texas Instruments Sponsors day camps for children of employees. 
Facebook Ensures their engineers work on multiple teams and for multiple managers. 
Fluid environment means that almost everyone gets to know and to work 
with many different co-workers. 
Big Spaceship Uses social interaction among employees as a tool to produce better work, 
engage more deeply, build strong bonds, and increase loyalty and devotion. 
Encourages face-to-face communication and use team rituals to get 
employees together on a regular basis. 
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Citibank Created regular “pulse lunches” where managers listen to employee 
concerns and then act on them. 
Quicken Loans Sends hand-signed birthday cards from CEO Bill Emerson to every 
employee and their children cards and gift cards on their own birthdays. 
Procter & Gamble Utilizes reverse mentoring with junior employees and senior managers 
Facebook Holds a Q&A meeting every Friday with the CEO who listens to ideas and 
answers all employee questions. 
Big Spaceship Maintained a flat structure throughout their growth phases to keep 




Zappos Fosters fun and friendships through the company’s core values: embracing 
and driving change, creating fun and weirdness, pursuing growth and 
learning, and building positive team and family spirit. 
Southwest Communicates a culture of family and ensures managers model it. 
Pannone and Partners Sponsors company social events, including barbeques, shopping weekends, 
and “cake days.” 
Stout, Causey & Horning Provides weekly happy hours, in-office ice cream carts, nightly dinners 
during busy season, and several annual employee parties. 
Apple Inc Uses merchandise like t-shirts, parties, and celebrations to build cohesion 
and strengthen employee bonds. 
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IV. JOB EMBEDDEDNESS: SACRIFICE 
Mitchell et al. define sacrifice as, “the perceived cost of material or psychological 
benefits that may be forfeited by leaving a job.”104 Anything provided by the organization 
the departing employee values is sacrificed when they leave. On the organizational side, 
this can be things like relationships with co-workers, opportunities for further training, 
interesting or exciting work projects, additional job benefits like health care or pension 
plans, and salary or bonuses. On the environment side, this can be things like having to 
move and leave the community where family and friends are established, or moving 
schools for children. The more the employee must sacrifice when leaving the organization, 
the stronger the pull will be for him or her to stay in their job. 
Traditionally, organizations have focused on increasing monetary incentives to 
raise the level of sacrifice to a point where it retains an employee. While it is true that great 
benefits likely attract employees to the organization, Holtom, Mitchell, and Lee found that 
money is not as big a driving factor for retention as some may think.  
While pay clearly is an important reason why most people work, numerous 
studies demonstrate that pay levels and pay satisfaction explain relatively 
little variance in actual turnover behavior. There’s little dispute that, in the 
short-term, bonuses and raises improve a firm’s ability to retain talent. 
However, there are natural limits on how much a firm can pay its people 
and remain competitive over the long run.105 
This leads organizations trying to improve retention to provide alternative perks or 
benefits. Birt, Wallis, and Winternitz, professors of organizational psychology and human 
resource management at the University of Cape Town, studied alternative variables that 
organizations could use to improve retention. According to Birt, Wallis, and Winternitz, 
“The five most important variables that emerged in this regard for immediate 
organizational focus are those of ‘Challenging and meaningful work’, ‘Advancement 
opportunities’, ‘High manager integrity and quality’, ‘Empowerment and responsibility’, 
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and ‘New opportunities/challenges’”106 These intrinsic variables proved most important 
for employees’ decision-making process when considering what they would sacrifice if 
they left their current job. Their research highlights multiple variables relating to 
challenging work and to personal development and opportunities. This chapter focuses on 
these two areas as key variables in an employee’s sacrifice equation when deciding to stay 
or leave their current job. 
A. CHALLENGING WORK 
One of the most common intrinsic factors relating to retention voiced across 
multiple corporate sectors is the desire of talented employees to perform work that is 
challenging. Challenging work provides internal motivation, satisfaction of a worthwhile 
job done, and a continued desire to find additional challenges in the future. In the discussion 
of career planning from chapter two, Aguinis, Gottfredson, and Joo highlighted the 
importance of leaders creating an IDP for top performers. Their second recommendation 
focuses on providing challenging work for those same employees. “Our second research-
based recommendation is that organizations use performance management to ensure their 
top performers’ work is challenging (e.g., involves using sophisticated knowledge and 
skills), interesting (e.g., novel, fun), and meaningful (i.e., makes a difference).”107 They 
found that challenging and interesting work are both strong drivers of organizational 
commitment and retention, and their suggestion for meeting this demand is through a 
process called job sculpting. Job sculpting involves matching employees to a job that 
mirrors their personal values and embedded life interests.108 This requires managers to 
openly communicate on a frequent review cycle with the employee and pinpoint areas 
where they are feeling challenged and areas where they are not. 
Kate Walsh, assistant professor at the Cornell University School of Hotel 
Administration, and Masako Taylor, associate professor at the Center for International 
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Education of Kansai Gaidai University in Japan, studied hospitality professionals’ 
commitment levels to their organizations. They specifically focus their research on 
managers instead of subordinate employees because of the cost of manager turnover. 
“While the greatest volume of turnover occurs for a hotel’s front-line employees, our focus 
here is on management talent, because the people who leave these jobs represent a 
considerable level of investment and company-specific job knowledge.”109 The hospitality 
industry is known for high levels of turnover that reduces both profits and productivity as 
managers move frequently from one job to another.110 When a knowledgeable and 
seasoned manager leaves and their replacement is not fully trained or lacks the same 
experience, there is a drop in productivity, which can in turn lead to drops in profits. 
Walsh and Taylor separated organizational commitment into two types: emotional 
commitment and economical commitment. Managers who are emotionally committed to 
their job believe in the mission and goals of the organization and remain loyal to it for long 
periods of time. Managers who are economically committed look for an exchange of 
resources with the company and tend to remain in their job as long as the sacrifice cost of 
leaving is too high for them to leave.111 This commitment does not necessarily extend to 
the entire organization. “The context of an employees’ commitment might be to a company 
as a whole or to some part of it. That is, employees may be committed to specific features 
of their work.”112 This distinction will be very important when considering how Air Force 
squadron commanders view pilot commitment relative to their job versus commitment to 
the larger Air Force. 
The second unique aspect to Walsh and Taylor’s study is the focus on the idea of a 
self-directed career. For hospitality managers, a self-directed career is one where 
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employees seek to learn and develop skills that are portable and can be applied to many 
other jobs or other industries instead of simply seeking satisfaction from their current job. 
Walsh and Taylor define three features that self-directed career employees look for in a 
job: meaningful work that is intrinsically challenging and provides opportunities for 
learning and growth, learning-oriented relationships with co-workers and clients 
facilitating acquisition of new skills and knowledge, and valued extrinsic rewards, like 
salary or benefits, in exchange for the work performed.113 Hospitality managers remain 
committed to their job only to the extent that it meets these three needs. This section will 
focus on the first aspect of their study, while the learning-oriented relationships aspect is 
discussed in the next. 
Figure 6 shows surveyed managers’ responses to which aspects of challenging work 
were important to their commitment. 
 
Figure 6. Important Aspects of Challenging Work.114 
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Results are displayed on a zero to five scale, and even the lowest ranking of the 
eight aspects had a mean score over four. It is not surprising interesting work scores high 
in the survey results, as well as other job embeddedness-sacrifice aspects discussed in this 
chapter including developing new skills, continual professional training, and continual job 
training. Because of the survey data received, Walsh and Taylor conclude that 
organizational commitment is directly correlated to a manger’s perception of challenging 
work.  
Using regression analysis to test the effect of commitment on turnover 
intentions, we found that commitment to challenging work is the strongest 
significant, negative predictor of turnover intentions…the greater the extent 
to which respondents find that their jobs include work that challenges them, 
the less likely they are to want to leave their organizations.115 
Different types of work are challenging to different employees, so managers will 
need to tailor individual assignments to each employee and situation. This concept of 
challenging work is the best way organizations can increase sacrifice to improve retention. 
B. DEVELOPMENT AND OPPORTUNITIES 
Personal development and unique opportunities resulting from their job are 
additional intrinsic, value-adding factors for employees. Stagnation in many areas of life 
tends to lead to monotony and boredom, whereas growth and development keeps things 
fresh and interesting. The job someone spends every day working hard at is no different. 
Michael Hay, director of the Hay Group Limited in the United Kingdom, surveyed 
employees working for 330 companies in 50 countries around the globe in an attempt to 
find determining factors for turnover. Respondents were broken up into six areas—IT, 
sales, hourly, clerical, professionals, and management. Similar to the previous discussion 
of the importance of salary versus other variables, Hay found that “employees are most 
likely to leave when their skills or talents are not properly developed or when managers 
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fail to take an interest in their career development.”116 Figure 7 shows the relationship of 
employee job satisfaction with different turnover factors. 
 
Figure 7. The Relationship between Job Satisfaction and Employee 
Turnover.117 
Figure 7 shows that the three factors resulting in the highest percentage of job 
satisfaction are effective use and development of employee skills and abilities, the 
competence of top organizational management, and an opportunity to learn new skills. The 
disparity between responses from employees planning to leave versus stay within the 
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subsequent two years is very interesting. Those planning on leaving their current job rated 
all eight factors almost 30% lower than those intending to stay, but both groups rated pay 
near the bottom of the factors relating to their job satisfaction. 
In the same study discussed in the challenging work section, Walsh and Taylor also 
found that personal development in the form of continued learning was important to the 
level of employee commitment to the organization.118 This included both learning from 
subordinates and managers occurring through actual work experience and the opportunity 
for knowledge and skills growth at events outside of their workplace. Developmental 
education and degree advancement, additional training from related contracting 
organizations, and short internships with outside firms are all examples of opportunities 
employees are searching for to increase satisfaction with their organization. Presence of 
these types of opportunities and the ability to personally develop are both drivers of job 
embeddedness. The challenge for organizational leadership is providing these at a level 
where employee sacrifice costs overcome turnover intention and result in improved 
retention. 
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C. CORPORATE EXAMPLES 
Table 3 lists examples for the two areas of sacrifice used by corporate businesses 
to increase job embeddedness and improve talent retention. 
Table 3. Corporate Examples of Job Embeddedness: Sacrifice.119 
CHALLENGING WORK 
Organization Example 
Nordavionics Conducted a survey of engineers that were leaving and found that it could 
increase retention by “providing challenging work and professional 
growth.” Engineers now provide categorization and difficulty level of tasks 
after completion to management—allows managers to match tasks to 
specific engineers to foster efficiency and retention. 
Big Spaceship Focuses on employee autonomy to create increased responsibility and force 
workers to push themselves and tackle challenges. 
Google Empowers their HR team to craft every professional job and workplace 
element so employees are working on interesting work, learning 
continuously, constantly challenged, and feeling that they are adding value. 
DEVELOPMENT AND OPPORTUNITIES 
Organization Example 
The Container Store Provides industry-leading training. New full-time employees get 241 hours 
of training in their first year. 
Patagonia Inc Offers an environmental internship program—a 2-month paid sabbatical for 
workers who want to take time away to work for a non-profit environmental 
organization. 
Marriott International Provides mentors, job coaches, or some type of “buddy system” to help new 
employees learn new skills and give personalized advice. 
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DEVELOPMENT AND OPPORTUNITIES 
Organization Example 
Medtronic Allows 25% of an employee’s workday to be devoted to a tech idea outside 
of their usual job. 
Roche Offers college courses on campus. 
MITRE Offers employees the opportunity to get a master’s degree in systems 
engineering degree from a Johns Hopkins professor. 
Vanguard Group Offers on-site MBA degree for free with good grades. 
Arnold & Porter Provides employees the opportunity to work for six months at a public 
interest organization. 
Timberland Offers a 6-month paid sabbatical to fulfill community service dream 
Facebook Provides every manager with a mentor and a strength coach. 
Clif Bar and Company Advertises investment in personalized growth and development of their 
employees as a top priority. 
Airbus Encourages employees to work across different business units to 
intentionally grow diverse skill sets. 
BASF Offers personalized opportunities for growth and development—
mentoring, training programs, business simulations, project opportunities, 
and employee resource groups. 
Google Created “20% work” program. Employees have the equivalent of one day 
each week to spend on their own research projects. Each project is fully 
funded and supported by Google. 
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V. IMPLICATIONS AND RECOMMENDATIONS 
The three previous chapters describe aspects of job embeddedness that fall under 
broad categories of fit, links, and sacrifice. Corporate examples show how successful 
businesses currently use these aspects to improve retention and their employees’ job 
satisfaction, but there are many characteristics unique to the U.S. Air Force as an 
organization that differ from the corporate world. Service commitments, deployments, 
changing military assignments, and unique job risks are just a few of these challenges. Job 
embeddedness theory was not developed for the military, but leaders can still implement 
aspects of the focus areas included in job embeddedness discussed in previous chapters. 
Going back to the original research question specifically aimed at squadron 
commander actions, this chapter focuses on ways that these squadron commanders can use 
job embeddedness aspects to positively influence retention of the pilots in their units. 
Because of the rigid hierarchical structure inherent in the Air Force, commanders are 
constrained in some ways that limit their ability to take certain actions. One specific 
example of this is authorities for changing salary or bonuses. While a common solution for 
corporate managers, squadron commanders do not have the option of paying more money 
to a pilot to try and keep him or her from leaving the Air Force. While this is only one 
example, it does highlight the focus of this research. The implications provided in this 
chapter attempt to highlight job embeddedness actions in each of the three categories that 
squadron commanders have the authority to implement. Survey responses from the two 
data sources discussed in the methodology section are provided under each topic when 
available. 
A. VALUE CONGRUENCE 
In a general sense, value congruence bleeds over into many of the other eight job 
embeddedness aspects. Aligning a pilot’s individual priorities with those of the Air Force 
is really the best way to embed them within the service. These priorities include their own 
values, but also include balancing work and life, the desire for social interaction, finding 
work that increases satisfaction, and the opportunities for personal development they 
50 
desire. Meeting as many of these priorities as possible will lead to increased retention, but 
alignment, just as in any other negotiation or give-and-take solution, requires change and 
compromise by both sides. As previously discussed, in some cases commanders are limited 
in their ability to change the Air Force to meet the priorities of the pilot, resulting in failed 
alignment. The commander’s goal should be to try to narrow the “gap” between priorities 
of both sides to increase embeddedness. Trying to align individual and squadron priorities 
requires open and honest communication between a commander and each pilot in the 
squadron. Individual values that remain unknown cannot be met. 
Aligning values will look different for every pilot. Building on Moynihan and 
Pandey’s findings, commanders can improve fit by trying to match each pilot to positions 
where values align, providing meaningful work opportunities, and involving them in 
setting squadron goals and planning when able. Commanders, like corporate managers, are 
constrained by requirements to fill multiple positions within the squadron. Some are likely 
more desirable than others, but that desire may not match the commander’s own values or 
stereotypes from previous experience. Try to find out what drives each pilot in the unit—
what things are they good at, what motivates them to work, what types of tasks do they 
hate doing, etc. This requires frequent and intentional communication with squadron 
members. Not only does this communication provide insight into each pilot, but it also 
teaches and builds members’ ability to effectively communicate. The Recommendations 
for Vitality report identifies communication as a capability and a responsibility as the third 
of ten leverage points for squadron commanders.120 The difficult task for commanders is 
trying to balance multiple pilots’ desires with required tasks. When able, allow pilots 
autonomy when planning events or developing squadron shop goals. Minimize micro-
managing to empower pilots to take ownership of their work.  
Value congruence extends beyond the pilots in the squadron to their spouse and 
family. The MRS found that for 65% of pilots, the availability of joint-spouse assignment 
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locations and job opportunities influenced their decision to leave the Air Force.121 87% of 
those pilots cited a negative impact from the military on their spouses’ civilian employment 
options.122 Aligning family values is just as important as member values, and commanders 
need to ensure unit members know how to get their spouses employment assistance and 
can communicate family concerns instead of just “trying to figure it out.” Commander 
spouses, when available, can also help in this process.  
B. CAREER PLANNING 
Stability and predictability are not terms commonly associated with a military 
lifestyle. Ballinger et al. highlighted enhanced career planning as an effective strategy for 
retention.123 Clearly laying out available or expected career paths early in a pilot’s career 
and trying to get inputs on their career priorities is important for predictability. Showing 
the relationship between assignments and training opportunities, available choices made at 
different points in a career, and the resulting impacts is important for young pilots. A mis-
match between expectations and reality reduce embeddedness. Creating an IDP of some 
form is a great way to create realistic goals and resulting expectations if met.  
A formalized IDP also provides an easy model to use for feedback on established 
intervals and adjustment as necessary. One interesting response in the MRS related to 
performance and development feedback from supervisors. Only 55% of pilots intending to 
leave the Air Force said they had a meaningful feedback session with their supervisor in 
the past 12 months compared to 71% of pilots intending to stay in the Air Force. This 
highlights the importance of the focus and frequency of performance feedback. In addition 
to aiding in feedback sessions, having a clear plan also helps with meeting P-O fit goals by 
allowing both pilots and commanders to match individual squadron assignments that help 
accomplish the plan. 66% of pilots intending to get out of the Air Force identified job 
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assignment/location as a strong influence to leave.124 Family goals, children’s age and 
education, and spouse employment should also be incorporated into a pilot’s IDP and 
assignment consideration. Children’s needs were a strong influence to leave for 28% of 
pilots getting out of the Air Force compared to 9% of pilots staying.125 It boils down to 
making a concerted effort to forecast a predictable path for each pilot that incorporates 
individual factors and priorities. 
C. WORK-LIFE BALANCE 
Multiple MRS questions focus on WLB. Responses from all pilots surveyed show 
that only 17% feel like they have adequate personal/family time.126 79% of pilots cited 
that trying to manage WLB while meeting family commitments was an influence to leave 
the Air Force.127 Over four times as many pilots getting out of the Air Force had spouses 
that encouraged them to separate than those staying in the Air Force.128 All three of these 
data points emphasize the importance of WLB. Additionally, the Recommendations for 
Vitality report states, “One of the causes for disengagement is an out-of-whack work-life 
balance, heavily tilted in favor of work.”129 
WLB aligns closely with the value congruence discussion—the appropriate 
allocation of time at work and time away is unique to each pilot, and that correct balance 
will likely change over their Air Force career. Highlighting and modeling ways to achieve 
a sustainable WLB is important for commanders. There will always be periods of time 
where mission requirements drive increased time at work, but reducing strain at home 
outside of these times it critical to reduce burnout and help with retention. Actively using 
more senior pilots to instruct and help younger pilots with time management, task 
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prioritization, and personal lessons learned related to WLB will help as well. This 
highlights an additional reason why the retention of these senior pilots is critical to the 
squadron.  
D. ORGANIZATIONAL CULTURE / CLIMATE 
The Recommendations for Vitality report found three top themes voiced by 
respondents focused on squadron culture.130  
1) Allow squadrons to express and celebrate unit identity.  
2) Frequent squadron morale events (during and after the duty day). 
3) Open lines of communication and exchange of ideas at all levels. 
 
The report also highlights three necessary elements to create or improve esprit de 
corps in a squadron: membership (belonging and camaraderie), a respected unit (valued 
team), and a higher purpose (meaningful work). These elements are similar to those 
proposed by Friedlander and Margulies of “thrust” and “low in hindrance” that led to 
climates with improved esprit de corps and job satisfaction.131 Based on these findings, 
squadron commanders should try and provide thrust by motivating their squadron through 
example and “move” the squadron forward by providing new goals or missions to 
achieve.132 
Squadron climate tends to change as pilots leave, new ones arrive, and as 
commanders are replaced on their normal cycle. Multiple factors unique to every pilot 
influence this climate (personality, age, family situation, career path, etc.), and as squadron 
members change, the climate changes with them. Every commander has their own style 
and perception of their desired squadron climate. Focusing specifically on retention, 
commanders should do their best to fit his or her desired climate with that of the squadron. 
Similar to value congruence, aligning the two “sides” of climate improves embeddedness. 
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Communication among different leadership levels to find areas of improvement or things 
that are working well as squadron dynamics change will help to manage this alignment. 
E. SOCIAL TIES / NETWORKING 
Moving from fit to links, the social ties and networks that exist in a fighter squadron 
are essential to pilot retention. These networks also include spouse/family ties with other 
families in the squadron and their environment. Figure 8 shows a regional-level diagram 
created by Parise depicting intraregional and interregional communication and information 
links in a professional services organization.  
 
Figure 8. Information Exchange in a Professional Services Organization133 
While this represents a professional services organization, the size and structure is 
very similar to an Air Force fighter squadron, and it gives a good visual example of a SNA 
                                                 
133 Source: Parise, “Knowledge Management,” 376. 
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output. Each of the four regions are like four geographically separated squadrons. Figure 8 
not only shows how closely linked members are inside of the region, but also the bridging 
ties between regions. The ties between Air Force fighter squadrons likely look similar. The 
number of ties and closer distance of ties within each squadron is expected, and the smaller 
a fighter squadron community is, the more bridging ties there will be from one squadron 
to another. The Air Force artificially forces more ties between squadrons as pilots move 
from one base to another while still keeping up communication and relationships with 
friends and colleagues at previous duty stations. Fighter squadrons are socially tied on a 
global scale, depending on other squadron locations, with family ties extending in the same 
manner. 
As with most military organizations, fighter squadrons adhere to a hierarchical 
structure. There is one squadron commander as a central node, then multiple levels of 
members (director of operations, shop chiefs, flight commanders, etc.) Not every squadron 
commander can run a detailed formal SNA on their squadron like the one shown in Figure 
8, but they likely have a decent idea of squadron ties and organizational structure. Finding 
pilots with under-developed ties and encouraging communication or methods of inclusion, 
whether it is giving more authority for certain tasks or organizing individuals in a different 
way, may strengthen social linkages leading to increased retention. Looking at the 
squadron structure through a SNA lens can also help to reduce the work-burden on 
overloaded pilots and help them to balance their responsibilities in the squadron with other 
critical areas of their life. One final way that commanders can strengthen ties among pilots 
and families in their squadron is by building social capital as described by Moynihan and 
Pandey. 
Organizations that foster social interaction opportunities among members 
and encourage shared responsibility and teamwork are more likely to create 
positive social capital…Practical examples include mentorship programs, 
creating special events for new employees, encouraging informal get-
togethers as well as formal retreats, and designing physical space to foster 
employee interaction.134 
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F. EMPLOYEE ENGAGEMENT 
Squadron commander actions for engaging the pilots in their squadron are similar 
to multiple actions already discussed. The definition provided by Bhatnagar of building 
emotional and intellectual commitment to the squadron requires commanders to ensure 
frequent, intentional interaction with members. Both Baumruk and Gibbons provided 
multiple engagement drivers discussed in chapter three, and applying these drivers is likely 
a commander’s best method for increasing commitment to the squadron and to the Air 
Force.  
First, commanders should look for training opportunities that align with a pilot’s 
values and broaden their experiences. Second, providing both formal and informal 
recognition may also increase engagement. Commanders, along with the Air Force as a 
whole, are normally consistent with providing formal recognition in their squadrons in the 
form of quarterly and annual awards at multiple organizational levels, but informal 
individual recognition may be a way to improve pilot engagement that means more to 
pilots. According to the MRS results, the most selected answer to the preferred type of 
formal recognition by pilots was “no formal recognition,” while the most selected type of 
informal recognition was “acknowledgment of your skills and abilities from your unit 
commander.135 Lastly, provide and model consistent accountability for meeting or failure 
to meet the communicated results. 
G. CAMARADERIE 
Fighter squadrons, like many other small military teams, do a decent job at fostering 
camaraderie among members. MRS data shows that only 7% of pilots felt that their 
squadron cohesion was an influence to leave the Air Force.136 The top driver for 
camaraderie discussed in chapter three is building meaningful and genuine friendships 
among other pilots in the squadron. Trust and performance standards required to be a 
fighter pilot inherently build camaraderie. Commanders can further this among families as 
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well by providing formal and informal social activities outside of work. Lastly, the five 
leadership tips provided by Schneider from chapter three are useful for squadron 
commanders and are listed below.137 
• Speak the truth out of respect for others 
• Think of yourself less 
• Practice un-common courtesy 
• Maintain confidence across the squadron 
• Focus on frequency of interaction rather than intensity 
H. CHALLENGING WORK 
The flying side of a fighter pilot’s profession is constantly challenging. The task for 
squadron commanders is to reduce monotony and boredom by presenting new challenges. 
The sacrifice of giving up the opportunity and excitement of flying a fighter jet is one of 
the biggest drivers for many that keep them committed to the Air Force. The non-flying 
side of a fighter pilot’s profession is normally where commanders will need to focus the 
majority of their effort for this job embeddedness action. Keeping the additional duties and 
tasks challenging, interesting, and meaningful is not easy. There will always be task 
requirements that lack these traits, but commanders should attempt to distribute them when 
able across the squadron. Similar to previous sections, finding what different pilots view 
as challenging, interesting, and meaningful requires periodic communication specific to 
this goal. The following list adapted from Walsh and Taylor show different aspects that 
commanders can use to provide the pilots in their squadron challenging work.138 
• Provide interesting work 
• Develop new skills 
• Allow participation in decision making 
• Increase job responsibilities 
• Increase autonomy and control 
                                                 
137 Schneider, “Tired of Shallow Work Relationships?” 
138 Walsh and Taylor, “Developing In-House Careers,” 170.  
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• Allow for the freedom to be creative 
• Provide continual professional and job training 
Responses from the MRS show that almost three times more pilots intending to 
leave than those intending to stay in the Air Force listed job stagnation as a strong influence 
in their decision calculus.139 This shows the importance and desire for new and challenging 
work. Additionally, 17% more pilots leaving than staying in the Air Force highlighted a 
mis-utilization of their skills as an influence to leave.140 
I. DEVELOPMENT AND OPPORTUNITIES 
Increasing opportunities to both develop new professional and personal skills, and 
to experience unique career experiences to a level that increases commitment, is a 
challenging problem that once again is different for every pilot. The goal again is to 
increase both of these areas to a point where sacrificing access to them outweighs the 
perceived positives of leaving the Air Force. This area of job embeddedness closely aligns 
with both values congruence and career planning specific to each individual’s priorities. 
As a first step, commanders should try and determine what types of development 
are important to each pilot. Development specific to the type of aircraft flown is taken care 
of through some form of upgrade program. Additional flying-specific development 
opportunities include attending academic courses, conferences, exercises, training courses, 
and shadowing or mentorship from senior leadership. Other unique opportunities in the Air 
Force are things like working on certain projects, programs, and plans that are only 
available certain clearances. Three times as many pilots staying in the Air Force listed 
opportunities for development as an influence to stay than did pilots leaving the Air 
Force.141 Pilots who have continued opportunities they view as valuable are more likely 
to be retained. 
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J. CONCLUSION AND LIMITATIONS 
This research shows that job embeddedness theory developed for corporate 
businesses can also be applied to U.S. Air Force squadrons. Squadron commanders, 
specifically, have the ability to impact a pilot’s decision to stay in or leave the Air Force. 
The magnitude of the possible impact is not addressed, and this is an important limitation 
of this retention study. Larger initiatives by senior Air Force leadership and the ACTF are 
an attempt to fix the major problems voiced by pilots leaving: ACP increases, reduction of 
additional duties, civilian support assistance, and more. The remaining possibilities, and 
the authority to implement them, lie somewhere between those senior Air Force leaders 
and squadron commanders. Squadron commanders may not always have the authority take 
actions consistent with these job embeddedness actions when it comes to larger Air Force 
limitations, but they are the best suited to raise the issue to those who do. The four aspects 
of fit are likely to have more of an impact on pilot retention than those in the other two job 
embeddedness categories, but they are also ones that might be the most difficult for 
commanders to achieve. 
It is worth noting here that there is a distinction between pilots being committed to 
their squadron or fighter community (sub-group) and their commitment to the larger Air 
Force. Many pilots who choose to leave the Air Force are very committed to and embedded 
within their squadrons, but the downsides from other factors inherent to the Air Force 
outweighed that commitment. Squadron commanders may only have the ability to impact 
job embeddedness in their sphere of influence, but again this is both pilot and situation 
dependent. 
Squadron commanders reading this paper likely have many additional ways to 
implement the different aspects of job embeddedness theory described. The examples in 
this chapter are not intended to be all-inclusive. Instead, the background behind the theory 
in chapters two through four are meant to spark ideas for implementation. Additionally, 
although this paper is directed specifically towards squadron commanders, many of these 
aspects are ones where they will need help from others at multiple levels within their 
squadron. Commanders have the most influence to elevate issues and provide options, but 
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likely do not have time to be the sole solution to retaining their pilots—they will need help 
from other pilots and their spouses. 
If history repeats itself, as it has cyclically done since the end of WWII, this is likely 
not the last pilot shortage the Air Force will face. Squadron commanders alone are not 
going to solve the pilot retention problem using these actions, but a concerted effort by 
commanders across each fighter community can have individual impact for pilots. The goal 
of this job embeddedness model is to provide commanders with a compressed, easily 
implementable tool that can be used daily. The priorities of every pilot and family are 
different, and it is the commander’s job to pick out pieces of the model that will have a 
positive retention impact based on what is most valued. The deficit of pilots in the U.S. Air 
Force is a long-term problem that requires a long-term fix, but squadron commanders are 
in the best position to have small individual impacts across the Air Force. 
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